The Robert Wood Johnson Foundation Nurse Faculty Scholars program provided research funding, release time and leadership training to a selected group of junior faculty. This article describes the actual leadership training, including its development, domains addressed, learning strategies used to deliver content, and ongoing evaluation procedures. The leadership trainingwhich combined learning activities at their home institutions with in-person didactic and interactive sessions with notable leaders in nursing and other disciplines-was extremely useful, according to scholars' evaluations.
Lack of preparedness for the faculty role and lack of professional development in academic settings have been linked to reduced faculty success and attrition (Anderson, 2009; Baker & Baker, 2010; Davis, 2015; Derby-Davis, 2014; Field, 2012; Mobily, 1991) . These two factors have the potential to be successfully ameliorated, at least in part, through academic nursing leadership training programs.
In order to be successful as a 21 st century nurse scholar and academic, today's nursing faculty must possess the skills necessary to function competitively within often challenging academic institutional environments. Today's complex fiscal issues necessitate new and innovative ways to recruit, vet and retain faculty, as well as foster and incentivize productivity and excellence in clinical practice, research, academic teaching performance and service (Reece, Nugent, Wheeler, & Smith, 2008) . Therefore, leadership training programs for nursing faculty that focus on the development of skills required for sustained high-level productivity in academia are imperative for today's faculty to succeed. Ideally, these programs would address: personal development; interdisciplinary collaboration to promote research and scholarship; management skills for academic leadership; skills for leadership in health policy and clinical practice arenas; teaching excellence; as well as leadership in the community, profession and on boards (Conn, M A N U S C R I P T
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Porter, McDaniel, Rantz, & Maas, 2005; Fagin, Franklin, Regenstreif, & Huba, 2006; Froman, Hall, Shah, Bernstein, & Galloway, 2003; McBride, 2010) .
Successful leadership training programs in nursing are multidimensional and purposefully individualized. They include didactic work, as well as components that are interactive and experiential (Fagin et al., 2006; Miller et al., 2006; Millett, Millett, & Kevelson, 2015; Wilson, Crooks, Day, & Dawson, 2014) . In the Robert Wood Johnson Foundation Nurse Faculty Scholars program, the leadership development was individualized through the use of well-formulated collaboratively developed and periodically updated Individual Development Plans (IDP) (see description in the first article in this issue) for each participant. This multifaceted, individualized approach enhances development and mastery in all faculty domains, preparing nurse faculty to emerge from the training program with the necessary underpinning of knowledge, skills, and expertise needed for long-term success and sustainability in academia.
The overall goal and objective of a leadership training program in nursing is to produce wellformed and well developed nurse faculty who are fully equipped for sustained success in the faculty role and who are able to rise to meet the competing challenges and complex demands inherent in 21 st century academia.
In academe, the Doctor of Philosophy (PhD) is the highest academic degree (AACN, 2010) . It is the PhD scientist who is tasked with passing the values, standards, and practices of science on to the next generation of scientists. While the pursuit of science alone is a hefty responsibility to uphold (less than 1% of nurses hold a PhD), it is but only one of the competing roles and expectations of tenure-earning junior nurse faculty. Junior nurse faculty are faced with the fallout of our nation's nurse faculty shortage; specifically, heavier teaching loads, greater number of students, and increased committee workload. These increased demands result in less M A N U S C R I P T
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4 time for scholarly activities--seeking funding, carrying out the proposed research, analyzing the data, disseminating findings-yet these time-consuming activities are required in order to achieve tenure. Pressures imposed by the tenure clock, shrinking university budgets, as well as reduced research funding have also significantly contributed to attrition and a tenure-track junior nurse faculty shortage (AACN, 2015; Garand et. al., 2010) .
The Robert Wood Johnson Foundation Nurse Faculty Scholars program was created in order to help address our nation's nursing faculty shortage through the development of the next generation of national leaders in academic nursing. The goal of the three-year award was to facilitate the academic career success of tenure-track junior nurse faculty through interdisciplinary mentoring and leadership development. Senior nurse and interdisciplinary leaders from across the nation facilitated the program which was focused on scholars' growth in the following areas: personal development; leadership skills for research and scholarship; management skills for academic leadership; leadership in health policy and translation of research to nursing practice; and skills for teaching excellence and leadership in the bigger picture of nursing education. The program was designed to achieve the goals through mentorship (see McBride et al., this issue) , research funding and release time, and leadership training. The purpose of this article is to describe the leadership training component of the program, its development and the formative evaluation process used for continuous improvement, in order to provide those concerned with developing leadership training at their own institutions with some sense of what they, too, might include should they wish to move in that direction.
Development of the Leadership Training
A critical milestone in the development of the RWJF Nurse Faculty Scholars program was a retreat held in January 2008 with the interdisciplinary National Advisory Committee M A N U S C R I P T
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(NAC) (see Table 1 , Campbell et al., this issue) , the RWJF Program Officer (at that time Jeane
Ann Grisso, professor emeritus at the University of Pennsylvania), and the National Program Director and Deputy Director. The aim of the retreat was to further develop and finalize the program's selection and recruitment process and to develop the leadership training. We had limited time to develop the training (and selection process), as our first cohort of RWJF scholars was to begin their program in September 2008. It was decided that rather than adopt a particular theory or model of leadership or leadership training, we would develop and work from certain assumptions to shape a program that was specific to academic nursing.
The assumptions that were agreed upon implicitly if not explicitly at that first retreat included the following: 1) academic leadership training had some overlap with business and management leadership (where most models originate) but had to have its own distinct elements;
2) interdisciplinarity was an important and increasing reality and necessity in practice, research, education and policy; yet leadership in nursing academia has a distinct scientific and clinical orientation, as does the discipline of nursing; 3) nursing is a gendered profession and therefore we took lessons from Eagly and Carli's Through the Labyrinth (2007) , the HERS Leadership Institutes for Women in Higher Education (https://hersnet.org/institutes/) and also from our own male scholars and male nursing NAC members about the particular challenges for men in nursing (see Brody et al., this issue); 4) the need for increased diversity in the nursing workforce and therefore, among nursing students and nursing faculty, as well as increased inclusion is a reality and imperative in today's increasingly diverse world (see article by Thompson, Adams, & Campbell, this issue); 5) nursing has an important obligation to decrease health inequities and improve health and health care in terms of health policy formation as well as research, practice and education; 6) academic leadership development means broadening junior faculty's
perspective from a concern only about their own development in scholarship, teaching, service and practice-to a view that encompasses the welfare and quality of the school and the university; 7) and work-life balance is a challenge all nursing faculty face with junior faculty who often have young children perhaps having the greatest challenges, particularly in academic settings where the push for publications and grant submissions never ends. The process of developing the leadership training was intense but highly collaborative and fully participatory with each of the participants bringing their own interdisciplinary intellectual roots.
In order to develop the leadership training, we used a curriculum matrix that spelled out a) the general domain of leadership training we wanted to address; b) the topics/modules within each domain, with competencies to be mastered; c) content at the two levels (institutional or Matrix describes the six domains and Table 2 gives one exemplar of a Topic or Module of the five to eight modules in each of the domains. We used the curriculum matrix to guide the development of the learning objectives for each of the RWJF NFS in-person leadership meetings, any supplemental webinars or other distance learning strategies, and assignments given to the scholars to fulfill at their own institution.
The National Level leadership training content was presented at the two day leadership training meetings every spring as well as the leadership training day held before the National Meeting every fall. In addition, one or two webinars were held each year for content we felt was possible to present and master in an online webinar format or we felt was needed to augment or
follow up on content presented at the meetings. For example, we noticed at one National
Meeting that many scholars were struggling with the complexities of intervention design, so a webinar was developed with several primary mentors who are expert in that area serving as speakers. Some content was augmented through "homework" such as an assignment to become part of a school of nursing (SON), university or community organization strategic planning process in the six months before that topic was addressed. The assignment included reflecting on and sharing lessons learned from that experience in light of the content on the topic presented at the subsequent leadership meeting. There were also reading assignments sent out before the meetings. All content was repeated once every three years since the meetings involved three cohorts of current scholars. The curriculum matrix was updated annually at the NAC and staff meetings held after the National Meetings. Evaluation input from scholars after each leadership training was used to shape and improve the content, presentation and presenters each time that including personal health promotion, and expanding their communication skills" (see Table 1 
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The first formal presentation, delivered by National Program Director Jacquelyn
Campbell, provided an overall framework and was entitled "Surviving and Thriving: The Integrated Scholar Model" (Campbell & Sharps, 2016) . This presentation used an integrated scholar model to examine how the overlapping faculty roles of research/scholarship, teaching and service/practice can be powered by passion for an area of excellence and expertise (see Figure 1 ). In this model, efforts are synergized for maximum impact via collaborative mentoring and a team approach to activities. The presentation also paid attention to issues of diversity and inclusion across domains and using one's research to address issues of health inequity. A network analysis conducted as part of the program evaluation will be fully described in a forthcoming article. In brief, the analysis showed that two thirds (55) Table 3 . We did have three scholars challenged by severe altitude sickness (one each year) in the first three cohorts when OB was held in Leadville, CO, which necessitated a change of locale to the Smokey Mountains in North Carolina. With the exception of one of the scholars with altitude sickness, all of the scholars who were able to attend strongly endorsed that the objectives were met (see Table 3 ).
Each year's experience was followed by use of the evaluations to plan the OB experience for the subsequent year with the OB staff. A few quotes from scholars about OB demonstrate the enthusiasm about the experience: "It was a life-changing experience for me. … I overcame my
greatest fears with the support of my friends. I will carry this confidence with me into my life, both personal and professional. I fully recognize that anything is possible; even those opportunities that you think are out of your reach, if you have the support and trust of those important around you. A united vision can be achieved." Also "I cannot think of a better way to allow members of the cohort to bond with one another, build collaborative teams, and learn leadership and team-building skills. The philosophy and pedagogy of OB really facilitates these" (see more quotes in Table 3 ).
Subsequent Leadership Training
The other domains of leadership training in addition to the aspects of Personal Development addressed in the Orientation Meeting, including Outward Bound, were addressed through national leadership training, and opportunities identified locally and regionally. The
Personal Development aspects of the RWJF NFS that were presented and evaluated at subsequent sessions included expanding communication skills and further developing selfawareness through an interactive exercise of taping and receiving feedback from peers and a professional PR team. RWJF engaged PR Solutions (http://www.prsolutionsdc.com/) as consultants for NFS about their "elevator message" regarding RWJF's funded research (See Table 4 for more details on the Self-Presentation Taping Exercise with evaluation data). The
Managing Time and Energy and Sustaining Career Optimism and Thriving in Changing
Conditions topics were addressed through presentations by Angela Barron McBride and Beverly demonstrating the ability to partner, negotiate, encourage and embrace diversity; and manage conflict. It was also expected that scholars would progress toward leadership in professional organizations.
Formative Evaluations as the Basis for Improvements over Time
Evaluations of a few of the leadership training meetings are also shown in Table 4 . We made improvements based on scholar and NAC input after each meeting, just as we did for the M A N U S C R I P T
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Outward Bound experience. We also solicited input from primary mentors at the National Meetings as the program went on, setting aside an interactive session with them when we asked and received suggestions as to how to improve the program. Each leadership training meeting involved an interactive planning process starting with the National Program Office, NAC Chair and RWJF Program Officer. We also added a scholar planning committee in 2010 consisting of volunteers from each cohort that would be attending the meeting to improve the offerings over time by helping plan and implement the leadership training. We also increasingly used current Nurse Faculty Scholars and alumni to augment and present content and used more interactive presentation techniques (such as additional small group work, interactive panels, a "speed dating" technique of presentations or exemplars of innovative teaching strategies that small groups of scholars could choose among to attend).
We involved a variety of voices at each meeting-from different disciplines in addition to nursing, from research intensive and less research intensive universities, from the deans of the schools of nursing geographically close to where we held the meeting (rotating among East coast, West coast and Central US). We also had leading national experts on the topic of the training, some from our own NAC and some suggested by them and others as well as increasingly our own alumni as they developed relevant expertise.
Our National Meetings always included leadership training (Day 1) with the topic depending on where we were in the curriculum matrix. The process of scholar presentations and feedback is described in the Overview of the Program article in this issue as well as is the National Advisory Committee meeting held after the National Meeting that was used for ongoing evaluation and course corrections of the leadership training as well as the overall program. It was M A N U S C R I P T
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beneficial to offer each of the leadership training domain content sessions three times. This allowed us to learn more each time it was presented; to employ more useful content delivery strategies (e.g., more interactive sessions); incorporate more self-presentation and small group leadership opportunities; have additional current and alumni scholars involved in both the planning and content delivery; and retain and find the most effective speakers using new thinking and ideas on leadership as we continued through the program.
Summary and Conclusions
In summary, the RWJF NFS leadership training process, delivery and outcomes have many lessons to offer for use in future leadership training programs for nursing faculty. The importance of in-person trainings; online content; interactive delivery; learning from peers and interdisciplinary experts; and using a cohort bonding and challenge experiential learning are lessons that can be transferred to other programs. The domains covered by this program could easily be used as a framework to plan leadership-development programs over the course of a new faculty member's first and/or second year. Too often leadership training programs assume that all assigned mentors will have the same expectations in mind and be equally skilled, however we found that involving mentors in the orientation then asking for their feedback annually ensured that would be the case. is that it went beyond offering the research support of a K award, and immersed junior faculty in concerted leadership development with regard to all aspects of the faculty role so that teaching interactively, making use of the latest in information technology, giving testimony before a policy-making group, participating in strategic planning, and figuring out how to reduce the budget without jeopardizing quality were all envisioned as part of the faculty role. In the past, we have regarded many of these skills as the sole province of deans and other administrators, but M A N U S C R I P T
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19 increasingly all faculty are being asked to exert such leadership for the sake of their students, their universities, our profession, and the American public. Today's challenges are so great that administrators will only be able to address them successfully if they can work collegially with faculty who understand the larger forces shaping academia. "I think this is hard to know after just a few days and that it might sink in surprising ways over time. I definitely came home feeling committed to hiring and collaborating with other types of people who are more pessimistic and detail-oriented because I can see that even though I am drawn to optimistic conceptual people, I have to think as though I am building a small business." "I feel like I leave this experience with a very clear picture of my strengths and challenges as a leader. I also have a beginning repertoire (which I intend to build on) of measures to take to address these challenges and to maximize strengths."
Was the OB experience useful for developing team skills and awareness?
97.6% (yes); 2.4% (no) (N=41) "This was amazing for team building and awareness. We all worked together so hard these past few days that I feel a tremendous connection with them that I know will continue beyond this program." "Our Outward Bound experience reminded me and reinforced the notion that a team can come together during times of stress and anxiety, and the sense of team can actually become stronger as a result of team members' expressions of their stress and anxiety…. So, the take-home message for me is that team members' stress/anxiety can be positive forces for a team's cohesiveness, but it doesn't happen by accident. I need to examine and develop leadership skills to support my teams (as a team leader or team member) to come together during challenging situations."
Comment on the usefulness of the different components of your OB experience in developing awareness and understanding of your personal leadership style. N/A "Each Outward Bound Experience was useful for developing awareness and understanding of my personal leadership style and team building….. the value was in the collective and varied experiences, across the different components…I watched the ebb and flow of team members stepping up to lead the way and offer their skills and strengths to support others…. Having this time to reflect and consider our leadership/team roles in settings outside of the comfort of our known worlds was an invaluable opportunity for my own professional development…. team building exercises (indoor activities)… were powerful opportunities to identify subtle leadership and team building challenges that can occur when overall goals are unclear or interpreted differently among the team members.=" "Lots of heated discussion/conflict the night before. It gave us an opportunity to experience conflict in a setting where we could work through it, the conflict, to a satisfactory outcome. As we completed the peak ascend we were able to see how much success is possible when a group of people work together towards a common goal."
"Once on the trail, it became clear how you must trust your leaders (navigators) to take over (even though you think you could do it yourself). We made some important decisions as a group, we made some mistakes and had some accomplishments. We kept in mind our team goals (that were established in the beginning) to make the trip fun and challenging."
After reflecting on your experience, is there anything you N/A "The most significant transformation for me has been to realize importance of being sensitive to differences in how people react and process information. This realization is helping me to be more patient and understanding in working with my research team members at work and in other group forums such as faculty meetings."
research organizations activities at training meetings M A N U S C R I P T 
"I cannot think of a better way to allow members of the cohort to bond with one another, build collaborative teams, and learn leadership and team-building skills. The philosophy and pedagogy of OB really facilitates these."
"Taking us out of our comfort zone and putting us with a group of people we did not know and have us work in a team was brilliant. It was a surefire way of getting us acquainted on a very personal level that created bonds that will last a lifetime." M A N U S C R I P T A C C E P T E D ACCEPTED MANUSCRIPT Table 4 . Selected Leadership Training Evaluations -one objective from three content areas; quotes represent one positive; one negative or suggestion for change Objectives:
• To develop multi-dimensional skills for effective self-presentation as an academic nurse leader (Self-Presentation) -used a videotaped research description with critique from PR firm • To increase knowledge about health policy formation (Policy) • To understand the role of health policy-oriented nursing and interprofessional stakeholder groups • To increase knowledge about school and university finances and nursing faculty leadership roles in building the resource base and address fiscal challenges of schools of nursing in both private and public universities Content Self-Presentation: representing academic nursing and nursing research to the media (2009; 2012; 2015) Overview of Health Policy Formation (2010; 2013; 2016) Policy Formation through Nursing and Interprofessional Stakeholder Groups (2010; 2013; 2016) The Role of the Academic Nurse Leader in University Finances and in Fiscally Challenging Situations (2009; 2012; 2015) Policy Formation "On the Hill" (2010; 2013; 2016) First-Year Evaluation Summary "very useful in describing "The engaging style of Dr. Reum and how he drew out each panel member. This is "the opportunity to work as a small group to address the financial "this was an outstanding session…she literally made me want to run to M A N U S C R I P T
